Nursing education is being transformed by the increasing use of online instruction. 1 The number of traditional college age students has decreased, while the nontraditional, part-time student who works and has family obligations has become the norm for most programs. 2, 3 Online courses provide an important means of outreach to remote students and working registered nurses (RNs) who have greater distances to travel to campus and limited time to access campus resources. RNs seeking degrees are increasingly likely to take online courses. It is estimated that about one-fifth (20.6%) of all college courses use online course management tools, up from 14.7% in 2000. 4 Registered nurses pursuing a Bachelor of Science in Nursing (RN-BSN) often prefer the format of online learning. 5 A survey of RNs employed in a large health care system of western Pennsylvania conducted in 2002 (N = 1755; 44% response rate) indicated that 65% would consider Web-based classes on the Internet either in combination with face-to-face classes or totally online using a home or work computer. 6 In the same survey, these nurses described their computer skills at an average level that involved primarily word-processing, e-mail, and surfing the Net for information. 6 Change is viewed as the effect of a new idea or innovation being adopted and put to use or rejected. A Websupported curriculum, defined as a hybrid approach that combines an online component with face-to-face classroom instruction, was introduced to the faculty as a new model for learning. A plan was developed by a faculty team to address anxieties and concerns and promote a successful transition to a Web-supported curriculum. The factors that influence the rate of innovation adoption provide a framework for discussion about educational considerations in the planning and implementation phases. This article presents the change process used to stimulate and actualize faculty in an RN completion program to redesign their courses to include Web-supported online learning.
CHANGE PROCESS
The RN Options Program composed of RN-BSN and RN-MSN tracks is a completion program that serves
F E A T U R E A R T I C L E
Stimulating faculty to adopt an innovation of online learning in a registered nurse (RN) completion program was the focus of a faculty retreat seminar to launch a transition to a Web-supported curriculum. This article follows the planning and implementation that initiated curriculum transition to a Web-supported format using Roger's innovation-diffusion framework. Websupported courses include an online component in combination with face-to-face instruction. The factors that influence innovation adoption, specifically relative advantage, compatibility, complexity, trialability, and observability, framed the discussion of principles. Approaches used to garner faculty involvement in the curriculum transition are discussed, and highlighted are considerations for teaching the utilization of course management software, along with faculty preparation for initiating online learning for the first time.
RNs by providing a quality baccalaureate curriculum, the curriculum that supports academic success and is in a format that considers the varied schedules of working adults. The current and future emphasis of the curriculum supports the National Advisory Council on Nurse Education and Practice report that lists preparing the nation's nursing workforce to manage information technology for practice and education as a goal. 7 The Essentials of Baccalaureate Education for Professional Nursing Practice noted that essential core knowledge includes information and health care technologies. 8 Emphasized in the vision for baccalaureate education is the importance of preparing nurses as knowledge workersable to manage information, high technology, and complicated clinical judgments. 9 These visionary documents and a desire to familiarize students with navigation to health-related Web sites on the World Wide Web stimulated a curriculum transformation.
Responsive to the Student
A focused effort to provide a distance education option for the RN completion program was prompted by the increased interest for new scheduling formats by enrolled working RN students and accommodating students who traveled long distances to the main campus. The curriculum revision plan entailed reducing the number of class meeting times and adding an online component, that is, a Web-supported curriculum. Websupported, also known as Web-enhanced, formats include courses redesigned with an online component and implemented in combination with face-to-face instruction in a classroom setting. Substantial literature in higher education documented the process for innovative instructional design to asynchronous learning approaches with emphasis upon learning outside the classroom. [10] [11] [12] This new Web-supported approach also known as Net-learning includes "on-line learning venues that emphasize people-to people communication combined with traditional and/or information technology delivered learning tools." 10(p70) This new format provided the learning experiences necessary to meet course objectives.
The development of the online component (learning activities and content) provided the opportunity to decrease the number of face-to-face class meeting times. The number of meeting times for these courses was determined in relation to several considerations: (a) perceived degree of complexity of course content, (b) the amount of course support provided by the online component, and (c) whether the students were satisfactorily achieving the course objectives. Faculty conferred with the Coordinator of the RN Options Program and administration to establish a reasonable course pattern.
While some courses had a schedule of meeting once a month over the 15-week semester, other courses met more frequently. In essence the number of class meetings was reduced with a conscious effort toward ensuring useful learning content and meaningful learning activities online. Although class meetings ranged from 2 to 8 sessions spread across the semester, the online segment of the course included learning activities that prepared the learner for the next class meeting. The ability of the students to successfully achieve the course objectives and verbalize satisfaction with the new format were 2 indicators of finding the right balance of face-toface contact and online learning. The planning team reviewed the existing resources within the university. Since the university specified the course management software by Blackboard, Inc 14 and instructional/technology support service was available, the focus was upon drawing together resources to reduce cost. Blackboard is one of many course management software packages available to serve technologyintegrated learning environments. Course management software provides a course template to house course documents, such as syllabi, schedules, handouts, lecture notes, and slide show presentations. In addition the software allows for threaded discussion and virtual classroom meetings. The material and utilities provided by the software are available to registered students only.
By using the Web-supported model, costs were minimized as a support infrastructure for online instruction was already in place. At the same time, the Websupported curriculum required that courses be revised from the ground up to include new activities and learning units. It was recognized that initially this would increase the faculty workload. To offset this negative, a support staff person was hired to assist faculty who would now be focused upon course redesign in addition to their current responsibilities.
While some faculty were skeptical of the Websupported format, they recognized that the presence of health care technological advancements and substantive state-of-the-art information available on the Web signaled the proper timing for curriculum renewal. Further, they recognized that a transition to a Web-supported curriculum would meet the needs of the RN completion students.
Through a planned change process, a faculty educationoriented retreat was designed to promote adoption of the new method of curriculum delivery, the Websupported format. The planning team believed that the faculty should be supported through an educational process that provided time to overcome their anxiety about the online environment; time to reflect upon their teaching philosophy; and time to rethink the design of their course content for online learning. Further, the interdisciplinary team believed that providing faculty with knowledge of available campus resources would be catalytic for development of Web-enhanced courses.
Through group consensus, Nursing Education on the Web, an educational seminar, was designed for all School of Nursing faculty. The planning team identified 3 learning objectives for the seminar: (a) identify the university resources for instructional development; (b) state best practices and educational considerations in instructional design for Web-supported courses; and (c) explore a course that is currently Web-supported.
Since online education is relatively new to the school of nursing curriculum and overall the faculty perceived Internet technology to be innovative, a change process was applied to promote faculty adoption. Drawing from change theory, Rogers developed the Diffusion of Innovation Model. 15 In 1971, Rogers and Shoemaker stated the following about innovation diffusion: 16(p1) Although it is true that we live more than ever before in an era of change, prevailing social structures often serve to hamper the diffusion of innovations. Our activities in education, . . . and the like are often without the benefit of the most current research knowledge. The gap between what is actually known and what is effectively put to use needs to be closed.
Rogers extended the innovation-diffusion process to 5 stages: knowledge, persuasion, decision, implementation, and confirmation. 15 The seminar had a 2-fold purpose reflective of the model stages: (a) to promote unfreezing the faculty to begin commitment to Web-supported course development and (b) to promote faculty moving toward the implementation of Web-supported courses (see Table 1 ). The rate of innovation adoption is determined by 5 attributes: relative advantage, compatibility, complexity, trialability, and observability 15, 16 and these attributes provide a perspective to frame the remaining discussion about the transition to a Web-supported curriculum.
RELATIVE ADVANTAGE
Relative advantage involves comparison of the innovation with what was done in the past. 15 Content stressed included using an online component to supplement the traditional classroom experience and the overall advantages of Blackboard ™ features. The educational advantages of using course management software for Web enhancement include (a) enhancing student-to-student and faculty-to-student communication, (b) enabling student-centered teaching approaches, (c) providing 24/7 accessibility to course materials, and (d) providing just-in-time methods to assess and evaluate student progress. 17, 18 The combination of computer and Internet opens up nonlinear learning strategies, in which students move through subject content in their own time and in their own order. Faculty were encouraged to compare current instructional strategies in the classroom to the instructional elements available in the Blackboard platform. This was the middle ground approach intended to counter nay-sayers of total online education and to bridge the worlds of face-to-face with the online environment. 18 Through the discussion faculty were encouraged to see the course management software as a tool, an adjunct to the traditional classroom experience. 19 Further, faculty were referred to the critical elements important to successful teaching at a distance (see Table 2 ). 20 Discussion identified student perspectives as well. It was noted that students today are interested in an integrative, multimodal educational CIN: Computers experience that includes online interaction or live faceto-face interaction with the faculty member, stimulating exchanges with other students, and being a part of the academic community experience.
21

COMPATIBILITY
Adoption of Web-supported courses depended upon whether faculty perceived this innovation as one that met their educational values, beliefs, and needs. 15 Consideration of information technology as a teaching methodology represents a profound paradigm shift causing questions to be raised about moving away from traditional pedagogies and asking how this new technology can best be applied. 22 Faculty were encouraged to think about their philosophy of education. The Web-supported approach recognized that the development of behavioral skills could continue to occur in traditional ways in the classroom plus include increased flexibility of online education designed to match learner needs. The emphasis was not to view technology as just using a computer, but also focus upon the process in managing learning and the learning environment; the models used in designing, developing, and evaluating instruction; and the strategies implemented for improving human performance. 9 It was emphasized that faculty remain the knowledge experts and guide the learner to important content of the course. It was noted that the faculty role in course management shifts from being a provider of information to being a learning resource manager. 23 The 7 principles for good practice in undergraduate education were highlighted 24 and current benchmarking practices in Web-based courses were reviewed. 25 During the seminar faculty were invited to think about what component of the Blackboard features they could use in courses they were currently teaching. Emphasized was the importance of simplifying the initial start-up. For instance, faculty were encouraged to begin with posting lecture outlines and handouts. Gradual building of the course was encouraged in consultation with an instructional designer. To assist faculty with course redesign, information about a framework useful for redesigning a course was provided. 26 This framework included a grid that when completed, grounded selected instructional methods and delivery modes in the principles of teaching and learning.
COMPLEXITY
The planning team identified that the use of Internet technologies may be perceived as a labor-intensive educational tool. Some faculty indicated concerns about technology support services during the learning curve and throughout the implementation phase. A short, open discussion of common technology problems such as dial-up speeds, browsers, and e-mail tools was initiated. These issues were addressed by providing a list of resource persons to call upon for support during the initial start-up. When Web-supported courses were launched efforts were directed toward providing an orientation about the online component to students during the first class meeting. 27 To reduce anxiety and promote increased comfort of faculty launching a Web-supported course, faculty were offered the opportunity to co-lead this orientation with an expert colleague skilled in facilitating online instruction. This approach assisted faculty to field student questions effectively. Emphasis was placed upon encouraging student use of the technology resources accessible in the university and to use the technology help desk number.
TRIALABILITY
Providing an opportunity to preview exemplar courses currently in production on the CourseWeb was a planned learning activity. Features of Blackboard, such as discussion board and virtual classroom, were demonstrated during the seminar. Faculty were invited to be guests in existing Web-supported courses. Faculty indicated satisfaction with this learning opportunity and began to invite others to view the online learning activities they developed. 
T a b l e 2
OBSERVABILITY
A prevailing assumption by educators is that face-toface interaction is superior to technology-mediated interaction. 22 Faculty expressed interest in reviewing evidence 15 that the online component enhanced learning or at least provided an equivalent learning experience to the traditional classroom. Although learning outcome research remains limited, current studies have identified Web-related courses as successful in engaging the learner as the traditional classroom experience. 28, 29 Literature is moving beyond the question of whether online education is beneficial or harmful and is exploring the conditions in which online learning works best. 30 The use of a well-known course management software program to format courses offered a sense of comfort for faculty valuing a more established modality. Since the new scheduling format provided fewer live meeting times, the faculty were invited to observe the conduct of class meetings in courses presently running in a workshop format. The fewer live meeting times meant that faculty needed to reorganize class content and redesign the class for productive learning. Although faculty could choose to include a lecture format, the use of active learning strategies was promoted in lesson planning.
INNOVATION-DIFFUSION IMPLEMENTATION
Since August 2002, 78% of the RN Options courses are Web-supported with a goal of 100% by Summer 2003. Courses were prepared with the assistance of a university instructional designer. To promote quality course implementation, all faculty were required to attend Blackboard training seminars. Further, in the term prior to initial start-up, faculty were provided an informal preparation for start-up meeting with the RN Options Coordinator. The focus of this meeting was a sharing session about content useful to include in the course syllabus, the value of sending a welcome letter to students, importance of frequent announcement postings, e-mail considerations, and suggested common links (see Table 3 ).
An important outcome of the efforts of the planning team was the hiring of a Production Assistant to help faculty place their newly designed materials online. The Production Assistant's role included inputting content, posting PowerPoint lectures, Web site addresses, and stylizing with HTML language any posted learning content. The presence of the Production Assistant communicated a concrete expression of administrative support for the faculty during this time of change. Having someone to respond to their technological concerns reduced the faculty's fears related to course redesign, such as an increased workload. With the faculty secure in the role of change agent, they were free to think about what they wanted to change in a course, rather than immediately being concerned with the task of learning the course management software.
In order to sustain innovation diffusion, the Learning Resource Center Director devised a plan for educational workshops. One seminar training session titled Adding Excitement to Your CourseWeb Documents included practical approaches for increasing the instructor's ability to improve visual appeal. A second seminar training session titled Online Activities to Improve Static Content in Online Environment was designed to provide faculty an opportunity to share online learning activities.
An additional resource to faculty was the creation of a Web page help site (see http://www.pitt.edu/~fachelp). 31 Features of this Website included an overview of Websupported courses, quality considerations, handouts to download, and some practical tips with examples. A regular review and update of this Website was included in the planning and this site continues to be an important way to update faculty about technology news. 
Responding to Controversy
Some faculty were less enthusiastic about trying the Websupported approach. To counter the skeptics, short meetings were individually arranged to discuss the impact of the new Web-supported format. Fortunately, no faculty expressed strong resistance and only wanted to have some control over the timing of their course redesign. Because the faculty were committed to a quality educational experience, the task for the Coordinator of the RN Options Program was simplified to maintaining an open line of communication. Often the short meetings focused on Blackboard features and involved one-on-one demonstrations of courses currently running. During these sessions faculty planned new teaching approaches and discussed any concerns. Most concerns were related to anxiety about using the course management software for the first time and associated technical difficulties that might arise during the term. Again, the presence of a Production Assistant and the technical support staff provided reassurance of adequate support to the faculty. Key to the resolution of faculty issues was having administrative support. Although the change process was purposefully implemented, the process was respectful of the decision of the faculty to not engage in a Websupported approach. If after the trial of the Websupported approach, the faculty expressed dissatisfaction, then the faculty member could request reassignment. As a sidelight, sometimes change happens because of other organizational procedural decisions. Most recently the costs of copying handouts rose beyond budgetary limits. This resulted in administration requesting that faculty post their course handouts on the CourseWeb of the university, which further resulted in faculty participating in the Blackboard training sessions.
One of the major concerns registered by the faculty was the relationship of online learning to the clinical experience in practicum courses. This perceived disconnect between the capabilities of online learning and the learning activities associated with direct patient care demonstrated a need for greater understanding of online learning opportunities. At present, although technology use is increasing, computers are not used for clinical education experience in many schools. 32 Clinical course faculty could draw upon current Web resources for health assessment and diagnosis. Further, it is likely that Blackboard material will be accessible using Personal Digital Assistants. For example, preplanned postconferences learning objectives could be available online as a resource. Recommendations for integrating information technology into clinical education have been identified in literature. 33 These issues remain unresolved and have led to discussion of developing a future seminar focusing upon ways online learning supports clinical experiences.
Overall, the faculty have expressed satisfaction with the educational quality of Web-supported courses. They value the online segment of their courses and appreciate the ease in communication via e-mail and announcement postings. Further, faculty have identified that they are more conscious of overseeing the quality of the content and learning activities so that the course complements the face-to-face classroom experience.
CONCLUSION
Web-supported courses allow the faculty to continue their mission of meeting the learning needs of students in a face-to-face environment, while expanding the learning environment to Internet resources. Providing Web-supported courses allowed the school to reach a larger geographical area than the traditional classroom would allow without the additional cost of Interactive Television or similar technology-intensive approach. This ability to meet the needs of students while supporting the faculty's own view of what constitutes a quality education experience proved to be one of the greatest strengths of the Web-supported curriculum. The innovation of Web-supported curriculum was accomplished through a process involving an interdisciplinary planning team and a training seminar, and with the aid of a production assistant. Although some issues associated with clinical-related instruction remain, the redesign of RN-Options courses to a Web-supported format continues to progress. Future strategic planning includes establishing a process for review of educational quality in Web-supported courses.
